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Abstract

Study of Leadership Characteristics during Transformational Change
in Health Care Organizations

Susan Long

April 27 ,2012

x

Thesis
Leadership Application Project

Nonthesis (ML 597 Project)

Abstract.
This qualitative research study explores the behavior of leaders during transformational change
in health care organizations. For this study, health care workers, who had experienced
transformational change within their organization in the previous three years, were interviewed
about the behaviors of their leader. Findings of this study suggest leaders who regularly
communication and support of team members; build organizational culture that supports
collaboration and team work; and effectively plan for change initiatives, including providing
adequate resources for the change, have more positive change initiatives than leaders who not
demonstrate these behaviors.
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Study of Leadership Characteristics during Transformational Change
in Health Care Organizations

One hundred and fifty years ago, news, ideas and products traveled only as fast
as the fastest horse could carry them. Today, with access to the lnternet from

anywhere, information travels around the globe in a fraction of a second. This constant
exposure to new ideas and products increases the need for organizations to be ready to
react to opportunities and threats while quickly responding to consumer demands.

Organizations must have leaders ready for change and efficient in implementing change
initiatives. However, many studies examining the success of change initiatives within
organizations report abysmal results; as high as 70% of organizational change efforts
fail (Kotter,1996; Beer and Nohna, 2000; Pellettiere, 2006; [\4eaney and Pung, 2008;
h4aurer,2010). With such a high failure rate, it is not surprising many people resist

change. This resistance may come from their experiences with failed change initiatives
by leaders who are not adept at leading change.
"Leaders are responsible for formulating and articulating a compelling vision that
will guide the change effort, then developing the strategies for achieving that vision"
(Daft, 2008, p.457 ). Leaders must take the time to determine the future vision of their

organization. Once the vision is determined, they must then Iead their teams through
the changes needed to achieve the vision. This is not a one-time activity; it is an on-

going process. Change within an organization, especially transformational change, may
take years before the results of the implementation are evident. Leaders must stay
7
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engaged with their teams, monitor progress toward the goals, and provide support to
their organizations throughout the entire process.
Health care in the United States is at a crossroads. The United States spends
much more per capita on health care than any other country. Despite this higher level
of spending, the United States does not achieve better outcomes on many important
health measures (Kaiser Family Foundation,2007, January). ln 2005, the United States
ranked 30th in the world in infant mortality, behind most European countries (CDC,
November 3, 2009). For life expectancy at birth, the US ranks 49th of 267 countries in
the world (Central lntelligence Agency, 2009). ln 2010, the Affordable Care Act was
passed setting the stage for major changes in health care, the biggest changes since

the creation of tt/edicare and Medicaid in 1965. To deal with the changes before them,
leaders of health care organizations must be skilled in change and Ieading their teams
through change in order to survive and thrive into the future.
Purpose

The purpose of this research is to study leadership behaviors to determine which
behaviors may be most effective in leading organizations through change. Change can
be defined as transitional or transformational. Transitional change happens through

incremental changes in people, policies, procedures, technology, culture or structures.

This type of change can be thought of as fine tuning a process or product; transitional
change happens regularly without extensive planning or fanfare. Transformational

change is more dramatic. lt involves radical shifts in underlying assumptions, mindsets,
culture, strategy or organizational paradigms (Gilley, ttlcMillan and Gilley, 2009, lVay).

I
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Two examples of transformational change are moving into new markets or changing the
way an organization conducts business.
Definitian of Terms
Subjects of this research are individuals who work in the health care industry.
For purposes of this study, the health care industry is defined as organizations that

deliver health care. Examples of health care organizations would be hospitals, clinics or
emergency medical providers. Participants selected for this study work are not required
to be direct care givers. ln addition, subjects would have expenenced a
transformational change within their organization in the past three years.
Personal lnterest in this topic
Change happens all around us every day. The environment around us is
constantly changing; our competitors are constantly looking for ways to improve their

services and the health of their clients. Teams within organizations need strong
leadership to guide them through the initiatives required to remain successful. As a
leader who works within a health care organization, I am interested in better
understanding the leadership behaviors that can help change initiatives be successful

so I can incorporate these behaviors into my own leadership practice.

I
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Literature Review
Certain leadership characteristics may be useful in facilitating organizational

change initiatives. Much has been written about leadership, both in the United States
and abroad. Research is more limited on leading change. The characteristics of the
individual leading the change effort are important aspects which can help influence the
success of the change initiatives. This literature review will focus on research that
examined organizational and leadership characteristics for successfully leading change
within organizations.
O rg a n

i

zati

ona

I Readrness

Organizations can influence success in change initiatives by creating a culture of

"change readiness". Lyons, Swindler and Offner (2009) studied the role of change
Ieadership in organizational readiness for change in a United States Air Force

organization. Results were gathered through a web-based assessment tool. The
assessment asked participants to rate their perceptions of senior Ieadership behaviors.
There were five items related to how leaders communicated about and supported
change; four items on how their immediate supervisors communicated and supported
change; three items on the degree to which leaders lead by example, provided needed
resources and linked activities to the overall mission of the organization. Finally,
participants were asked to rate two items about their own readiness to engage in the
change and their understanding of why the change was necessary.

The results of this survey suggest the behaviors of leaders are an important
source of influence toward the success of change initiatives within an organization.

10
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Leaders can set the stage within their organizations for change readiness. lt also
suggests senior leadership behaviors had a greater impact than immediate supervisor
behaviors on change readiness within an organization.
Le ade rsh i p

Effecfiyeness

ln 2002, Hamlin studied leadership effectiveness in a hospital system in the
United Kingdom. The purpose of the study was to identify characteristics of effective
leaders from the perspective of their subordinates (bottom-up ratings), self and their
leaders (top-down ratings).

The study consisted of three stages. The first stage was designed to identify
behaviors which characterized effective and ineffective management. Effective
behaviors were defined as those "behaviors which one would wish all managers to
adopt if and when, faced with similar circumstances" (Hamlin, 2002, p. 249).
ln stage two, a Behavioral ltem Questionnaire (BIO) based on findings from
stage one was created and administered. The results of subordinate ratings of
managers identified five criteria of managerial effectiveness; two of the criteria were
associated with success and three with managerial failure.
ln stage three, job dimensions and criteria of managerial effectiveness were

determined using a statistical method. These were used to create a questionnaire. The
questionnaire was administered to three sets of people. Group one was managers and
non-mangers who were asked to rate their immediate manager (bottom-up ratings);
group two consisted of managers who were asked to rate themselves (self rating); and

11
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group three consisted of managers who were asked to rate a group of managers who
reported to them (top-down rating).

Self ratings of managers in this study showed four leadership characteristlcs
necessary for success:

Active supportive leadership
I

nclusive decision-maki ng

Organization and planning
Looking after the interests and needs of staff
Negative behaviors identified were:
Undermining and dictatorial, autocratic management and negative
approach
Not informing people and exhibiting poor organization

lgnoring people and exhibiting poor organization
Self-seruing or uncaring management
Bottom-up ratings suggest five criteria of managerial effectiveness. Two
associated with managerial success:
Organization, planning and support
Open and personal management style)
and three associated with managerial failure:
Undermining and dictatorial/autocratic behavior

Avoidance behavior
Failing to inform other people
1,?
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Top-down ratings, ratings by superiors, identified four positive behaviors of managers:
Planning and organization; giving support to staff
lnclusive decision-making and personal approach
Empowerment and delegation

lnforming people
Negative behaviors from this group were:
lgnoring and avoiding behavior; intimidating staff
Uncaring, self-serving management focus; undermining of others
Not giving, receiving or using information

Lack of concern for staff
Abdicating from roles and responsibilities

This study provides insight from multiple layers within the organization. From the data,
leaders gain insight into behaviors which may aid in change initiatives within
organ izations.

Yukl (2008) studied published research on behaviors of top executives and how
they influence followers to perform better than initially expected. Yukl described taskoriented behaviors which include short-term planning and scheduling of work activities,
determining resource and staffing requirements, assigning tasks, clarifying objectives
and priorities, directing and coordinating activities and dealing with day-to-day
operational problems. Relations-oriented behaviors include showing support and
positive regard, providing recognition for achievements and contributions, coaching and
mentoring, consulting with people about decisions which will affect them, empowering
13
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subordinates and encouraging cooperation and teamwork. Change-oriented behaviors
include monitoring the environment to identify threats and opportunities, interpreting
events and explaining why major change is needed, articulating and inspiring a vision,
building a coalition of supporters for a major change and determining how to implement

a new initiative or major change. Yukl reported task oriented behaviors are most useful
for improving efficiency, change oriented behaviors are most useful for improving
adaptation, and relation-oriented behaviors are most useful for improving human
resources and human relations. None of these categories of behaviors can exist alone;
change is complex and a combination of these leadership behaviors is necessary to
ensure success of change initiatives within organizations.
Leadership and Change
Sarros, Cooper and Santora (2008) discussed the relationship between

transformational leadership, organizational culture and climate for organizational

innovation. This study proposed and tested a theoretical model of the relationship
among Transformational Leadership, Organizational Culture and Climate for

Organizational Innovation. The subjects for this study were private sector managers
who were members of the Australian lnstitute of trlanagement.
The Transformational Leadership Scale (Podsakoff et al, 1990) was used to
measure the six transformational factors: Articulation of Vision, Providing Appropriate
Role tModel, Fostering Acceptance of Goals, Setting High Performance Expectations,
Providing lndividual Support and Providing lntellectual Stimulation. Organizational
culture was measured using the Organizational Culture Profile (OCP) developed by

1,4
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O'Reilly, Chatman, and Caldwell (1991). Climate for organizational innovation was
measured using the scale developed by Scott and Bruce (1994).

The hypotheses for the study postulated that Articulating a Vision and Setting
High Performance Expectations would be positively related to a competitive,
performance-oriented organizational culture. ln addition, the researchers hypothesized
a competitive, performance oriented culture would be positively related to climate for
organ izational innovation.

The study findings showed positive correlations for two transformational
leadership factors: articulation of vision and provision of individual support. The
leadership factor of setting high performance expectations was shown to be positively
related to climate for organizational innovation and mediated the relationship between
three of the transformational leadership factors and climate for organizational
in

novation.

Gilley, Dixon and Gilley (2008) studied leadership effectiveness in implementing
change in organizations. Subjects were asked to evaluate the frequency with which
leaders coach employees, effectively reward employees, appropriately Gommunicate

with employees, motivate employees, involve employees, encourage teamwork and
collaboration and effectively implement change (the dependent variable). Their results
indicated four leadership skills were highly correlated with ability to effectively
implement change and drive innovation: communication, motivation, involving others
and coaching. Of these behaviors, communication and ability to motivate were found to
be critical skills for success for leading change.

15
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Gilley, MclVillan and Gilley (2009) studied leadership behaviors which contributed
to effectiveness in driving change. This study is very similar to the previous study done
by Gilley, Dixon and Gilley in 2008. The research was designed to measure the

perception employees had on leader effectiveness for change and frequency of
behaviors of the leaders which were hypothesized to aid in Ieading change. Behaviors
studied were coaching, rewarding and recognizing employees, communicating,
motivating, involving employees in decision making and encouraging teamwork and
collaboration.
Participants were asked to rate specific leadership behaviors thought to be
associated with successful implementation of change. Characteristics identified in the
study were: motivating others, communicating effectively, team building and coaching.

The survey suggests leaders should focus on motivation and communicating to improve
their effectiveness in implementing change.
Battilana, Gilmartin, Sengul, Pache, and Alexander (2010) studied leadership
competencies for implementing organizational change. The subjects of their survey

were all employees of the United Kingdom National Health Service (NHS). ln 1997,
NHS began a ten-year transformational change initiative to improve the delivery of
health care in the United Kingdom. The researchers identified three key leadership
activities for leading successful organizational change. These activities were

communicating, mobilizing and evaluating. Communicating referred to efforts to share
the vision and the need for change with followers; mobilizing meant actions taken to
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gain support and acceptance of the change; and evaluating referred to measures used

to monitor and assess the implementation efforts and institutionalize change.
Higgs and Rowland (2000) studied building change competency in leaders. One
question they sought to answer was "What are the attitudes, skills and behaviors that
make a difference in leading change?" (p. 120). From this study, they compiled a list of

change management competencies. These competencies are:

1.

Change initiation: ability to create the case for change and secure credible
sponsors hip

2.

Change impact: ability to scope the breadth, depth, sustainability and returns
of a change strategy

3. Change facilitation: ability to help others, through effective

facilitation, to gain

insight into the human dynamics of change and to develop the confidence to
achieve change goals

4. Change

leadership: ability to influence and enthuse others, through personal

advocacy, vision and drive, and to access resources to build a solid platform

for change

5.

Change learning: ability to scan, reflect and identify learning and ensure
insights are used to develop individual, group, and organizational capabilities

6.

Change execution: ability to formulate and guide the implementation of a
credible change plan with appropriate goals, resources, metrics and review
mechanisms

17

Leadership Characteristics During Transformational Change in Health Care Organizations

7.

Change presence: demonstrates high personal commitment to achieve
change goals through integrity and courage, while maintaining objectivity and
individual resilience

8.

Change technology: knowledge, generation and skillful application of change
theories, tools and processes (p. 12a)

This study provided a framework for leaders to think about change initiatives and the
abilities leaders need to ensure their organization successfully navigates through the
change to achieve their goals. One participant in this study expressed he had learned
how important defining the case for change and change direction when planning

organizational change was to the success of the initiative. Another commented he had
Iearned the need to control his "behavior in a way that brings out the best in the

individuals I deal with" (Higgs & Rowland, 2000, p. 126).
Higgs and Rowland (2005) published a study exploring leadership approaches to

change. ln this study, they grouped leader behaviors into three categories. framing
change behaviors included establishing starting points for change, designing and
managing the change journey and communicating guiding principles; creating capacity
behaviors involved creating individual and organizational capabilities as well as
communicating and creating connections; and shaping behaviors were the things
Ieaders said, holding others accountable, thinking about change and using and
individual focus. The research identified framing and creating capacity behaviors to be

the most helpful leadership behaviors for implementing change. Shaping behaviors
were found to be counterproductive in achieving successful change.

1_8
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Higgs and Rowland (2011) again explored the impact of leader behaviors on

successful implementation of change. This study built on the findings of the 2005 study
by the same team. Here they examined the success of change initiatives by leaders

who exhibited framing and creating behaviors to those who exhibited shaping or leadercentric behaviors. Framing behaviors were those which established starting points for
change by designing and managing the journey and Gommunicating guiding principles
in the organization. Creating behaviors were those which created individual and

organizational capabilities and communication and making connections. Shaping
behaviors were behaviors where the communication and actions of the leaders related
directly to the change. These behaviors were described as "making others accountable,

thinking about change and using and individual focus" (p. 312).
The analysis of the data showed shaping or leader-centric behaviors had a
negative impact on the success of the change initiative, while creating capacity and
framing change behaviors had a positive impact on success. This study clearly
demonstrates that leadership behaviors can positively or negatively impact the success

of change initiatives within an organization.
Summary and General Findings

There is limited quantitative research on change and the skills leaders need to
effectively implement and lead through change. This review of current literature
provides some evidence to support the importance of organizational readiness and
suggests leadership characteristics which can help leaders achieve success and offer
areas for additional research opportunities. This literature suggests organizations

19
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should focus resources on developing an organizational culture embracing change and

developing leadership skills such as motivating and communicating with their teams.

20
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Methodology
lmplementing change is an important leadership skill" Health care organizations

are not immune to change; in fact, health care is currently faced with major changes in
their care model and reimbursement. If leaders cannot effectively implement change,
they will be quickly surpassed by competitors who can.

This qualitative research project was designed to identify characteristics of
leaders who lead change within health care organizations to determine behaviors which
may improve success of change initiatives. The type of change studied is

transformational change within health care organization. For this study, I interviewed
individuals who work in health care organization who have experienced transformational

change initiatives within the past three years. The goal of this research is to understand
the characteristics of leaders who work in the health care field and which characteristics
may improve the success of change initiatives.
Hypothesis
Health care leaders, who communicate a strong vision, communicate regularly to
their teams and recognize the efforts of their team members will be more successful
leading change implementations than leaders who do not demonstrate these behaviors.

Pilot Study
A pilot study was conducted to test the methodology for the research study.
Subjects selected for the pilot study had experienced transformational change in a
health care organization in the past three years. Recent involvement in change was
desirable for recollection of leadership characteristics and behaviors. For the pilot

2L
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study, lconducted one-on-one interviews with pilot study participants to practice
interviewing techniques and refine questions for the research study. Participation in the
pilot study was voluntary; participants were informed they could withdraw from the study
at any time.
Researc h Study Quesfions:

Think about a change initiative you were/are involved in

.

Tell me a little about the change initiative?

o
I

What was the scope of the change and in what ways did the change
initiative affect you?

How did your direct leader communicate this change and what would be needed to
implement this change?

o

lnside the organization, who provided communication about the change?
How did they communicate about the change?

o
o

When did communication happen about the change to clarify the change?
ls there anything which would have made the communication of the
change to you and others more effective?

.
.

Was there a vision communicated that this change helped to achieve?

.

What was the organization hoping to achieve by making the change?

Describe the behaviors the leader exhibited as you worked through the change?
How did these behaviors impact you?

o

Did the initiative achieve those results?

a

ln what ways did the leader recognize team member efforts through the change
initiative?

a

Based on your experience with this Ieader and this change, how willing are you to
participate in future change initiatives?

22
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.

Based on this experience, what do you see as the behaviors that positively
influenced you and the behaviors that negatively impacted you as you worked
through this change?

Researc

h Study Participanfs

A recruitment script was prepared as a letter of introduction for potential study
participants. The letter was distributed by electronic mail to individuals in my network.
The goal was to identify individuals who worked in health care organizations who may
have experienced transformational change initiatives inside their organization within the
last three years. Individuals who met the criteria and had agreed to participate were
given the research study consent form and a copy of the interview questions. lf the
individual agreed to participate, a date and time was set for an interview. At the start of

the interview, I reviewed the consent form with the participant and answered any
questions prior to the interview being conducted. During the interview, I took notes and
audio recorded the conversation. Recordings were used to clarify my notes from the

interview. After the interview, I transcribed the recording and destroyed the recording
upon completion of the transcription. Notes and transcriptions were secured in a locked
cabinet, accessible only to myself as the researcher. Destruction of notes and
transcriptions will occur after the research study is complete and has been published,
no Iater than June 2015. lnterview questions can be found in Appendix A.
Researc h Study Participanfs

A convenience sample was used for this research study. Ten individuals who
worked in health care organizations and had experienced transformational change
within their organization within the past three years were interviewed. lnterview lengths
23
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varied; the shortest lasted only forty minutes and the longest was ninety minutes in

duration. All interviews occurred between January 20,2012 and February

21

,2012.

Since I work in the health care industry, I was able to use my personal network of
contacts to identify potential subjects. A copy of the script used to recruit subjects can
be found in Appendix B.

To identify additional subjects, lasked individuals who participated in the
research and those in my personal network to solicit potential subjects from their
personal networks. I provided an overuiew of the study and a recruitment script (see

Appendix C) for them to send to their personal contacts. lndividuals who agreed to
participate were asked to contact me about his/her interest via e-mail. Upon receipt of

hislher email I sent the potential research subject the consent form and the interview
questions for his/her review. Once they had reviewed the documents an interuiew time
was scheduled with those individuals who agreed to participate. lnterviews took place

at mutually agreed upon Iocations.
Aleasurement
For this research study, data was collected through in-person interviews. Prior to

soliciting participants and conducting interviews, I received approval # 2012-3-2 from
the Augsburg College lnstitutional Review Board. After completing the ten interviews
approved for this study, I analyzed the behaviors of leaders in transformational change
initiatives within health care organizations. All subjects work in health care
organizations and experienced transformational change initiatives within their

organization in the past three years. The change initiatives covered by this research
24
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include business acquisitions, divestiture, restructures, and care model changes.
Frequency of each organizational change included can be seen in Figure 1.1.
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Research participants came from multiple health care organizations across the

lMidwest. Participants repo(ed their tenure working in health care organizations
between two and thirty years. Details can be seen in Figure 1.2.
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Participants in this study represented individuals who provided direct patient care
and individuals who support patient care providers. The latter group included
professionals from the areas of human resources, quality improvement, as well as,
education and staff development. The distribution of roles can be seen in Figure 1.3.
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lnterviews were conducted face to face with each of the subjects. Prior to the

scheduled interview, subjects were provided the consent form and the interview

questions. At the beginning of each interview, the consent form was reviewed with the
subjects and they were asked if they had any questions about the study. Questions

were answered prior to beginning the interview.
lnterviews lasted between forty and ninety minutes. lnterviews were audio
recorded and ltook notes during the interview. The audio recordings were transcribed
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after the interview and each participant was given a pseudonym to protect the
confidentiality of the research subjects. Once transcribed, the audio file was deleted.

Data Analysis
Once lcompleted the interviews, lexamined the data gathered from the
interviews for common themes of positive and negative behaviors. I considered the

subject's perspective of the change initiative, i.e. whether it was a positive or negative
experience as well as the behaviors of the leader. Interestingly, half the participants
reported positive experience with their change initiative and half reported negative
experience with their change initiative.

lnterview Results and Findings
Characteristics reported by participants interuiewed can be categorized into three
broad areas: communication and support, culture and team building, and planning and

resources. These areas were described by participants who had positive change
experiences as well as those who experienced negative change experiences.
Communication and support

The most common leadership behavior reported in this study was

communication. Individuals who reported a positive experience with their change
initiative reported having clear and frequent communication from their leader and their
broader leadership team. Face to face communication of the impending change
initiative was reported by all participants who characterized their experience with the

change initiative as positive.

27
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Throughout each change implementation, Ieaders used a variety of methods to
communicate with their teams. Participants with positive experience of their change
initiative reported frequent e-mails, newsletters and team meetings as tactics used to
update employees and share information as the team worked through the change

initiative. Some organizations utilized their company intranets to provide regular
communication updates, in one case including a visible countdown to the change which
added excitement to the impending change" As a result of the regular communication

they received, participants reported knowing and understanding the change initiative.
One participant reported "l never felt that [my leader] had more information than I did
which made me willing to keep going even when things seemed difficult".
Communication is a two-way street. While communication from the Ieader was
important in the change initiatives studied, participants appreciated having the ability to
provide input into the change processes, especially those which directly impacted their

work. Participants reported a desire to be involved in decisions that impacted their work
and lives. In change initiatives reported as positive, leaders made an effort to get input
from their teams during the planning and implementation phases of the change.
Participa nt E reported

:

The change process was very collaborative; the leadership asked for input,
supported the staff and regularly checked in with us throughout the

implementation. lf resources were needed to solve a problem, they were
identified and provided to help us stay on track to accomplish our next steps.

28
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The ability to ask questions and give input was also a common finding in positive
change initiatives. Participants appreciated leaders who were visible with their teams
on a regular basis before, during and after the implementation of the change. ln these
instances, leaders were available to answer questions, communicate changes, provide

additional resources or training and motivate participants to keep moving forward.
Leaders who were visible and engaged with their teams throughout the change were
more likely to have positive change experiences reported by the research subjects.
Change is not only hard on the employees of an organization; it can also be
challenging for leaders. Leaders who had positive attitudes and communicated
positively about change positively influenced their team members. ln these cases, the
participants reported their leaders helped to motivate and energize them with their
positive attitude and excitement to see the change initiative be successful. These
leaders also regularly expressed their belief in the abilities of the team members and
made members feel confident they had the skills necessary to accomplish the tasks.

Participant I reported, "[Vly Ieader believed in my capabilities to get the work done which
allowed me to build my expertise and gave me new opportunities".
Each of the change initiatives reported as positive experiences by the
participants met the goals and objectives outlined at the beginning of the change

initiative. Participants reported positive outcomes to the business as a result of the
initiative. An added benefit for some participants was the ability to gain new skills, and
two participants have already been promoted into new roles as a result of the skills they
built through the change initiative.
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ln contrast, all individuals who reported negative experiences with their change
initiative reported their Ieaders did not communicate regularly with staff about the

change initiative. One participant reported receiving an e-mail announcing the change

initiative. The e-mail promised additional information on the change and the steps
employees needed to take to implement the change would be coming from the
leadership team. The additional information never came. This left employees confused
and unable to create plans to move fonruard and implement the needed changes. As a
result, changes were implemented in some units of the business and not in others.
Even in areas where changes were made, there was no consistency in the processes
implemented, causing even more confusion for the staff and their customers.
!n another instance, employees found out about the change initiative from

personal contacts outside the organization. When employees approached their leader

to ask about the planned change,the leader became angry and asked, "How did you
find out?" After that interaction, the leader spent Iittle time in the office and on
occasions when he was in the building, kept his door shut and ignored employees'
requests for information about the change. This created a very negative environment in
the workplace and caused conflict which eventually spread outside the walls of the

organization, damaging the public image of the employees and their services.
Participants with positive change experiences reported feeling their leader
genuinely cared about them. One research subject reported being positively impacted
by observing the CEO as the organization worked through a difficult change to divest a

portion of their business and lay off employees. Participant F said this about the CEO:
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Often a CEO is seen as cold and heartless, someone who only cares about the
bottom line. Ours was different; he was very caring toward the employees and
continually asked "How do we make this right for our employees?" This was a

great learning [experience] for me. I was concerned about tasks like legal issues
and papenruork; he was concerned about the employees. As a result, employees
were more accepting of the change. Our CEO was a great role model. Leaders
need to make sure they take care of their greatest assets: their employees.
Culture and team building
Organizational culture and collaborative team members were also reported as

factors in positive change initiatives. Overwhelmingly, I found participants in
organizations with strong team cultures and high levels of collaboration with their
leadership and team members reported positive change experiences. These

participants reported a feeling of energy within the team and having team members who
were supportive of each other. ln addition, everyone had a role in implementing the
change and was committed to the success of the team. Having teams where members
had complementary skills provided a range of abilities to help ensure success of the

change initiative. lt appears building work groups with complementary skills and
abilities, having a strong culture of teamwork, and getting team commitment to the
planned change may be keys to success.

Several participants in the positive experience group reported a feeling of
camaraderie and support from team members. ln one example, after recognizing one
team member was overurhelmed and being at risk of not completing an important task
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by the deadline, team members stepped fonruard and shuffled responsibility for tasks.

This team worked together to accomplish the achievement of the goals of the project,
without any intervention by the leader. ln another example, team members kept each
other appraised of their accomplishments and when they encountered challenges, team
members came together to collaborate and find solutions to achieve the project results.
Leaders of these teams were reported as highly collaborative by the participants. From
this, one could hypothesize the level of collaboration of the leader directly increases the

willingness of individual team members to be collaborative as well.
Half of the participants reported negative experiences with the change initiatives.
ln all these cases, participants reported experiencing Iow levels of collaboration
between their direct leader and in some cases, the organization's leadership team. ln
one case, the participant heard from a senior leader, "Don't worry, it has been tried
before and failed; Iexpect the same this time". One can hardly expect employees to
continue striving toward the goal if they are not seeing their leaders similarly committed
to success. lf individuals from the leadership team are not collaborating and

communicating the same messages to their teams, the likelihood for a successful
change initiative is dismal.
Planninq and resources
Change implementation can be expensive in terms of decreased production and

the added costs of investment. Dedication of resources and a structured approach to
planning the change initiative were common findings in individuals who reported a
positive experience with their change initiative. Planning involved identifying key
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resources needed throughout the project. ln all of the change initiatives studied there

was a need for new knowledge by the team members. ln the care model changes and
acquisitions, employees needed to know the rules and policies of the new organization
and in the divestitures, the members needed to learn new skills to Iand new positions.
Participants who received training and information before the change were more
accepting of the change and felt prepared for the changes required for implementation
of the initiative versus those who did not get training and information on the change
implementation.
Resources are in limited supply in most organizations and it is common to hear

the mantra "do more with less". Participants who reported dedicated resources to
support the change initiative were more positively impacted by the change experience.
One area not often considered during major change initiatives is the leader's time

constraints; many times managers are leading major change initiatives and still
expected to keep up with their regular work projects. This lack of time to dedicate to the

activities required for the change initiative can make it difficult for leaders to allocate
enough time to support their staff, communicate regularly and plan for the new project,

all behaviors which impact the change experience and outcome of transformational
change.

Another area of planning required in any change initiative is creating a vision for
the organization once the change is implemented and ensuring the new vision supports

the mission of the organization. I had expected a clear vision to be a differentiator
between positive and negative change initiatives. While ldid hear comments on the
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lack of vision in the change initiatives in this research, this did not prove to be a

differentiator. Only one of the change initiatives studied was reported to have a clearly
communicated vision of the change. Participant J noted, "Vision comes if the leader
has done a good job of creating a collaborative environment where everyone has
something to contribute."
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Overview of Findings in Comparison to Literature Review

This study adds to previous research about leadership behaviors during
transformational change. There are many similarities between the findings of this
research and the titerature reviewed for this study.
Lyons, Swindler and Offner (2009) reported on organizational readiness and

found leaders are a significant source of influence within their teams. Leaders need to
be cognizant of this fact and this level of influence. Leaders resistant to organizational
change will likely find themselves leading teams of individuals who are also resistant to

change. Several participants in this study reported collaborative environments and
Ieaders who cared about the success of the team. Participants whose leaders
demonstrated these behaviors reported positive experiences with the change initiative
and success in achieving the goals of the initiatives. Participant B stated:

The leader set the tone for how we worked together. She was calm, didn't get
excited; she looked at things we saw as big snafus as challenges to figure out.

As a result, we worked harder to look at different ways to solve the challenges.
By creating an atmosphere accepting change, Ieaders will increase potential for
successful achievement of the organizational goals.
Hamlin (2002) identified leadership behaviors for various levels of leaders within

organizations. Ratings of leaders by their teams identified positive behaviors of
organization, planning and support and an open and personal management style.
Participant E reported:
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The leader wanted the team's input and involvement from the beginning. She
worked hard to ensure the initiative was not top-down driven and worked
diligently to get commitment right away and keep the project on track.

Throughout the initiative, the leader met with staff every time we implemented a
new tactic; visibility and connection with staff throughout the initiative was huge.

Yukl (2008) reported a combination of change-oriented behaviors and relationsoriented behaviors are necessary for successful implementation of change. Relationsoriented behaviors include showing support and positive regard, encouraging
cooperation and teamwork. Participant I reported, "My leader believed in my abilities to
get the work done; the project built my expertise and gave me new opportunities". As a
result of the support from the leader, this participant reported working hard to overcome
challenges encountered, ultimately achieving success.

Change-oriented behavrors include articulating and inspiring a vision, building a
coalition of supporters for a major change and planning how to implement the change.

Participant E reported the leader brought in a senior leader who served as the executive
sponsor of the change. Employees did not spend time wondering whether the change

was important to the organizatlon; the leader made sure the sponsor was in the
forefront at the team kick off and events throughout the project, including the celebration
of their successful implementation.
Sarros, Cooper and Santora (2008) examined the relationship between

transformational leadership, organizationa! culture and a climate of innovation. ln their
research, they found the leadership behaviors related to articulatlng vision and
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supporting individual team members to have a positive impact on an organizational
culture of innovation. Participants in this study reported support from their leader was a
key to the success of the initiative. Leaders also needed to provide the vision of the
change in order for the team to know what they were trying to achieve. lnvolving the

team in designing how to achieve the end result showed positive experiences and
success in achieving the goals of the initiative. Participant J stated, "The job of the
leader is to create a space for [the change] to happen and then get out of the way.

They need to provide support to the team and each member to help the change

process." Leaders who provide direction and support and then trust their teams to
accomplish the tasks had positive change initiatives.

Gilley, Dixon and Gilley (2008) and Gilley, [VcMillan and Gilley (2009) found
leadership behaviors of communication and ability to motivate as key characteristics for
successfully implementing change. ln this research study, open, clear and frequent
communication was reported as a factor by all participants who reported positive

change initiatives. Conversely, all the participants who reported negative change
initiatives described communication as limited or nonexistent from their leadership.
Similarly, leaders who were described as motivating or supportive of their teams also
had positive change initiatives.
Higgs and Rowland (2005, 2011) categorized leadership behaviors into three

categories: creating capacity, framing and shaping. ln both studies, they found creating
capacity and framing to have positive impacts on change initiatives. Framing behaviors
can be described as articulating a vision and communication of standards; creating
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capacity helped individuals develop their individual and organizational capabilities and
communicating and connecting people. This is very consistent with my research.
Leaders who believed in their staff, communicated a vision and were present to help
keep the team on track had positive change initiatives. Leaders who focused on

motivating, building and developing their teams were similarly successful. Participant F
who reported a positive and successful change initiative stated:
F-he leaderl was purposeful and always clearly focused about the direction we

were headed. At the same time he was collaborative, compassionate and
sensitive toward others, showed his support for all the employees and was a

good listener. Throughout the entire process, we knew he truly cared about the
team.

While each study examined different industries and surveyed individuals at
different levels within organizations, all agreed that the behavior of the leader was an
important factor in the change initiative. The behaviors identified in successful change
initiatives in each study were similar.
Canclusian
My goal in conducting this research was to identify leadership characteristics
which could improve the implementation of change processes and improve the success
of change initiatives. Change is inevitable and necessary, Iike the change of seasons.
Planning and implementing change will continue to be a necessary part of business
success and a major responsibility of leaders.
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Leaders must be adept at change and helping their teams through the
implementation of change. This research supported part of the hypothesis; leaders who
communicate and recognize their team members through organizational change
initiatives are more successful than leaders who do not communicate and recognize
their team members. Surprisingly, one element of the hypothesis that was not
supported was leadership vision. Only one of the research subjects reported any
communication of vision for the change initiative. ln that case, the leader did
communicate a vision, to increase revenue and patient volumes; however, the leader

did not communicate or recognize team members throughout the change initiative.
Health care organizations have traditionally been very slow to implement change.
Cain (2010) wrote, "The pace of change (i.e. dissemination of innovation) in healthcare

can be quite slow". Balas and Boren (2000) suggested that in health care, seventeen
years is the average length of time required to see change implemented in clinical
practices, even with strong empirical evidence that the change improves outcomes.
Today the health care industry is facing change on many fronts and we do not have
seventeen years to wait for change to occur. Leaders of health care organizations must
ensure their teams can successfully navigate change. Every organization must

constantly be looking for opportunities to improve their business and their products. As
leaders, we must harness the power of the people on their teams to ensure any change
initiative is successful. According to Participant F, "You should not be in health care if
you cannot handle change; you don't belong in this business because [change] is all we
do.

"
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W. Edward Deming stated, "lt is not necessary to change. Survival is not
mandatory" (as cited in Shaw, 2006, p. 50). Leaders have a choice; they can bury their
heads in the sand and continue the status quo or they can embrace change and use it

to improve their organizations and themselves.
Researc h Study Limitations

This research was designed as a qualitative research study. The study design
resulted in much rich data for analysis. There was opportunity to ask questions and

clarify information in the interview process. This type of study is very time intensive and
requires a small group of research participants. The participants came from five

different health care organizations across the Twin Cities metropolitan area; this
convenience sample cannot be assumed to represent all health care workers. A larger
quantitative study with a larger number of participants should be conducted to see if
similar results can be obtained.

Another limitation is that each individual experiences events from a singular
perspective and interprets them from that perspective. Even individuals who have
experienced the same situation often report different observations, feelings and
interpretations.

The participants reported their experience with four different types of
transformational change. Depending on the change experienced, participants were
either directly impact or indirectly impacted by the change. The degree of change

experienced may have influenced their interpretation of the change. Future researchers

40

Leadership Characteristics During Transformational Change in Health Care Organizations

may choose to limit the types of change studied to have more similar experiences in the
research pa rtici pa nts.
Contribution to Leadershi p
Kotter (1990) wrote, "Leadership produces change. That is its primary function."

(p 35).

ln order to successfully guide their organizations through change, leaders must

be knowledgeable about the impact their behavior will have on their teams. This study
supports previous research showing the behavior of leaders can strongly influence the
success of change initiatives within their organizations. The behaviors identified in this

study matched up with behaviors reported in previous studies. All the participants in
this research were from health care organizations, supporting the hypothesis that health
care workers need the same kind of support and leadership as those in other industries.

This research study provides insight into leadership behaviors which positively impact
followers and can improve the success of change initiatives. The need for change
within organizations and effective leadership of change will continue to increase;
organizations which can successfully implement change will be in better positions to

compete in the marketplace and will outlast those that cannot implement change
successfully.

This study showed regular and open communication about the change initiative
and the ability to give input and ask questions were most often associated with positive
change experiences in the research participants. The team culture and makeup of the

team also had an impact. Those organizations with strong team cultures and teams
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with the ability to work together effectively were more likely to achieve success tn the
implementing change initiatives.
Each organization and each leader had a goal in mind when beginning their

change initiative. Some leaders communicated an initial version of their visions and
stepped away, expecting their teams to design the change implementation without any
further information or clarification. Other leaders communicated their visions and
remained connected and available to their teams. These Ieaders shaped their visions
as they progressed and guided their teams to a successful conclusion. lVy personal

goal is to become more like the Iatter; a leader who is connected to the team, available
to answer questions and help keep the team on track toward the goal while allowing the
individual members to do what they do best and providing opportunities for learning and
growth.

As a leader in a health care organization, lam faced with change on a daily

basis. The pressures to change come from customers, competitors, our leaders and
our employees. This study has shown me which behaviors I need to learn and hone to
be successful in leading my team through change. Communication, collaboration and
strong culture of teamwork are at the top of the list. As I continue to learn and further

develop my own leadership skills, these behaviors will be important to develop and
improve.
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Leadership Characteristics during Transformational Change
in Health Care Organizations
Positives

Negatives

Frequent and regular communication

Lack

Visible during critical changes

Hands off leader; lack of visibility, had to work

of cornmunication; communication was not
r, did not answer questions

hard to get the attention of leader; Ieader not
available

Supportive; leader cared about us, wanted us to
be successful; made me feel part of the decision;
Ieader believed in me, helped

asked

who found out and then asked questions

me build expertise

Motivated staff; continually energize the team
Col

Secretive about change, angry with employees

for input and commitment

Openly stated expectation that change would fail
no input on decision

from staff
Recognized team members, thanked employees

no recognition or credit to employees

for their work
Took time to talk with people as a group and one

collaboration with team

on one
Leader was excited and happy to be part of

the

Other leaders did not support the change

cha nge

Leader set the tone; co-workers/culture

supportive of change and each other; everyone

of clear vision, did not support mission of
organization
Lack

had a role and supported each other
Had resources and tools needed; unified the

Lack

team; built strong team with complementary skills

leader's plate

Had a

of resources; did not take work off the

approached to the change

limited ability to plan,
at one time within
the

Provided initialtraining on the change; help was

No training or information; staff had to figure it

available when need

out themselves

Fig 1.4
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Appendix A
Study of Leadership Characteristics during Transformational Change in Health Care
Organizations
lnterview Questions

Think about a change initiative you were/are involved in

.

Tell me a little about the change initiative?

o

What was the scope of the change and in what ways did the change initiative
affect you?

o

How did your direct leader communicate this change and what would be needed to
implement this change?

o

lnside the organization, who provided communication about the change? lf so, who
and how did they communicate about the change?

o
e

When did communication happen about the change to clarify the change?

.
r

What was the vision that this change supported?

.

What was the organization hoplng to achieve by making the change?

ls there anything which would have made the communication of the change to you
and others more effective?

Describe the behaviors the leader exhibited as you worked through the change?
How did these behaviors impact you?

o
.
r

Did the initiative achieve the results planned?

ln what ways did the leader recognize team member efforts through the change
initiative?

Based on your experience with this leader and this change, how willing are you to
participate in future change inltiatives?

.

Based on this experience, what do you see as the behaviors that positively
influenced you and the behaviors that negatively impacted you as you worked
through this change?
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Appendix B
Recruitment Script for use by Researcher
SruDy oF LEnornsHrp CHnnRcrERrsTrcs

Henlru

DURTNG TRANSFoRMATIoNAL CHnrucE
cARE OncnrutzATtoNs

llrl

My name is Susan Long and I am a graduate student at Augsburg College in the
Master's of Leadership program. As a part of my course requirements, I am conducting
a research study to gain an understanding of how the behaviors of leaders who are
leading change within health care organizations impact those they lead. This qualitative
research project is designed to identify behaviors of leaders as they lead organizational
change to determine which behaviors may improve success of change initiatives. The
type of change studied is transformational change within heatth care organizations.
Examples of transformational change are business acquisitions, restructures and
entering into new business markets. ln this study, I will interview individuals who work
in health care organizations in the Twin Cities Metropolitan area who have experienced
transformational change initiatives in the past three years. For purposes of this study,
health care industry is defined as organizations who deliver health care. Examples are
hospitals, clinics or emergency medical providers.

The characteristics of the leader leading the change effort are important aspects which
influence the success of change initiatives. The hypothosis of this research is certain
leadership characteristics may be useful in facilitating organizational change initiatives.
Much has been written about leadership, both in the United States and abroad.
Research is more limited on leading change. This research study will add to the
existing research data and will help organizations and more importantly leaders in
implementing change within their organizations.
There is no funding for this study; it is part of the requirements for a graduate degree.
ln this study, I will interuiew individuals who work in health care organization who have
experienced transformational change initiatives. lnterviews will be done in person or by
phone; interviews are estimated to take 45-60 minutes.
You are receiving this letter as a potential participant in this research study. lf you are
interested in being included in this study or have questions about your eligibility, please
contact me at longs@augsburq.ed.u. Please list in the subject line "Research
Participant" and include your contact information so I may call to discuss the study and
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your eligibility to participate. The data gathering for this research study is planned to
occur between January 2012 and Aprn 2012.

lf you choose to participate, I will schedule a date and time, approximately 45 -60
minutes to conduct an interview. lnterviews will be recorded through notes taken by the
researcher and audio recorded. The tape recordings will be transcribed and will only be
used for purposes of clarifying and validating my understanding of the interview. lf you
consent to participate, a consent form and the interview questions will be provided to
you in advance. You may withdraw from the study at any time. During the interview you
may skip any questions you do not want to answer.
The final report will not include any information which will make it possible to identify
you in the final report. Direct quotes may be used but will be identified by the of use
pseudonyms so you are not identified. The pseudonyms lwill use for participants are:
Participant A, Participant B, Participant C and so on, If needed, organizations will be
delineated using pseudonyms, Organization 1, Organization 2 and so on.
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Appendix C
Recruitment Script for use by Non-researchers

Srupy oF LEADERSHTp CnnnncrERrsrcs DURTNG TnnrusroRMATroNAL CHANcE rN
H enlrn cARE OncnrurzATroNs
A colleague of mine is a student at Augsburg College completing her Masters degree in
Leadership. lam forwarding you this letter because I believe you may be interested in
participating in her research project.
Susan Long is a graduate student at Augsburg College in the Master's of Leadership
program. As a part of her course requirements, she is conducting a research study to
gain an understanding of how the behaviors of leaders who are Ieading change within
health care organizations impact those they lead. This qualitative research project is
designed to identify behaviors of leaders as they lead organizational change to
determine which behaviors may improve success of change initiatives. The type of
change studied is transformational change within health care organizations. Examples
of transformational change are business acquisitions, restructures and entering into
new business markets. ln this study, Susan will interview individuals who work in health
care organizations in the Twin Cities Metropolitan area who have experienced
transformational change initiatives in the past three years. For purposes of this study,
health care industry is defined as organizations who deliver health care. Examples are
hospitals, clinics or emergency medical providers.
The characteristics of the leader leading the change effort are important aspects which
influence the success of change initiatives. The hypothosis of this research is certain
Ieadership characteristics may be useful in facilitating organizational change initiatives.
Much has been written about leadership, both in the United States and abroad.
Research is more limited on leading change. This research study will add to the
existing research data and will help organizations and more importantly leaders in
implementing change within their organizations.
There is no funding for this study; it is part of the requirements for a graduate degree.
ln this study, Susan will interview individuals who work in health care organization who
have experienced transformational change initiatives. lnterviews will be done in person
or by phone; interviews are estimated to take 45-60 minutes.
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You are receiving this letter as a potential participant in this research study. lf you are
interested in being included in this study or have questions about your eligibility, please
contact Susan at longs@augsburq.edu. PIease Iist in the subject line "Research
Participant" and include your contact information so we may discuss the study and your
eligibility to participate. The data gathering for this research study is planned to occur
between January 2012 and Aprn 2U2.

If you choose to participate, she will schedule a date and time, approximately 45 -60

minutes to conduct an interview. lnterviews will be recorded through notes taken by
Susan and audio recorded . The tape recordings will be transcribed and will only be
used for purposes of clarifying and validating her understanding of the interview. lf you
consent to participate, a consent form and the interview questions will be provided to
you in advance. You may withdraw from the study at any time. During the interview
you may skip any questions you do not want to answer.
The final report will not include any information which will make it possible to identify
you in the final report. Direct quotes may be used but will be identified by use of
pseudonyms so you are not identified. The pseudonyms which will use for participants
are: Participant A, Participant B, Participant C and so on. lf needed, organizations will
be delineated using pseudonyms, Organization 1, Organization 2 and so on.

51

Leadership Characteristics During Transformational Change in Health Care Organizations

Appendix D

Consent Form
Sruov oF LEADERSHTp GxnnncrERrsrrcs

DURTNG TRANSFoRMATToNAL

Cnnruce

IN HEALTH CARE ONCNIIIZATIONS

You are invited to participate in a research study of leadership characteristics for
leading change initiatives within health care organizations. You are being asked to be a
possible participant because you work in the health care industry and have experienced
transformational changes in the past three (3) years within your workplace. Please read
this form and ask any questions you may have before agreeing to participate in the
study.

This study is being conducted by Susan Long as part of my master's project in
Leadership Studies at Augsburg College. My advisor is Mr. Boyd Koehler, Associate
Professor.
Procedu res:
lf you agree to participate in this study, I will ask you to meet with me for a 45 -60 minute
meeting either in person or via phone. I will ask you numerous questions related to this
research topic. I will take notes and will record (if granted permission to do so).

Risks and Benefits of Being in the Study:
lndirect benefits: Benefits of this study include better understanding of organizations
and leaders and how behavior of leaders influences the organization and the members
of the organization.

Confidentiality:
The records of this study will be kept confidential, unless required by law. The results
will be disseminated in a final paper and presented to the faculty in the Education
department at Augsburg College. The paper will be placed in the Lindell Library. The
results also may be published in a professional journal or at local, regional, national, or
international conferences via a poster or oral presentation. In any publication or
confe rence presentation,

any information which will make it possible to identify you in the final
report. I may use direct quotes but will use pseudonyms so you are not identified. The
pseudonyms lwill use for participants are: Pafticipant A, Participant B, Pafiicipant C
I will not include
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and so on. Organizations will not be identified in the final report. lf needed,
organizations will be delineated using pseudonyms, Organization 1, Organization 2 and
so on. All other identifying information will be changed to protect your identity. Despite
these precautions, absolute anonymity cannot be guaranteed due to the small number
to be interviewed.

lwill be transcribing the audio recordings. Transcriptions and audio recordings will be
kept in a locked file and only my advisor and I will have access to them. The audio
recordings will be erased immediately after they are transcribed and the transcriptions
will be destroyed by June 2015.

Voluntary Nature of the Study:
Your decision whether or not to participate will not affect your current or future relations
with Augsburg College or Susan Long the researcher. lf you decide to participate, you
are free to withdraw at any time without affecting those relationships. During the
interview you are free to skip any questions being asked of you.

Gontacts and Questions:
The researcher conducting this study is Susan Long. You may ask any questions you
have now. lf you have questions later, you may contact me at 612-889-1682 or my
advisor Boyd Koehler at koehler@augsburg.edu; office: 61 2-330-1 01 8.
You will be given a copy of this form to keep for your records.

Statement of Consent:
I have read the above information or have had it read to me. I have received answers to
questions asked I consenf ta participate in the study.

.

Signature:

Date:

I conse nt to be audio taped
Signature.
I consent

Date:

to allow use of my direct quotations in the final report,

Signature:

Date:

Signature of the lnvestigator:

Date
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